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19 F#bnuiry 1945 

^SMORANDUM for ConuBanding Officer^ Signal Soeiirity Agency 

SUEJECTi Control Analyals - Recrui1»ent and Placeaent 
Section, Personnel Brenoh, SPSXS-4A 



1. DISCPS3KII 

1« The niesloa of Pecrultaent and Flaoeaent Section as oat* 
lined in "Standard Operating Procedure * Organisation," vaa being per- 
foned. 

2« The Table of Organisation of Reeruitaent and Placeaent 
Section and actual strength as of 19 February 1945 is shown on Inelosuire 1. 

3. Recruitnent is the first phase to be considered in the con- 
trol anelyale atudy of the Recruitment and Placeaent Section. 

a. To maintain the civilian strength at Signal Secturlty 
Agency and to achieve the strength required, a vigorous program of re- 
oruiting has been found to be necessary. The recruits are draim trm 
three general aourees. They eret 

(1) Field recruitaent. 

(2) Local recruitaent. 

(3) Recruitaent by correependenoe. 

b. An enalysla of the recrulte secured fToa the period 
9 October 1944 to 20 January 1945 is indicated on Znelosore 2. 



1 



< f 



c. It is stated b;'^ the officer in charge of this eeoticai 
that recruits mho vould nozmlly come to Arlington Hall unsolicited 
would average between 75 and 100 per aonth; that of the total recruits 
secured, 70$ would be obtained from field recruitaent— the 30$ iremaining 
being divided between reeruits secured by eorreapondence and local re- 
cruitment. 

d. Before proeeeding to an eaeijsis of the foregoing 
methods used, it is essential that we recognise that the two elements 
of recruiting and separation are intimately related, as from a study of 
Inclosure 3, it will be noted that in 1944 la order to increase the 
strength from 3,340 to 4,796, It was nseesfsry to recruit 3,762 new re- 
cruits. Or in other words, to gain 1,456 la total strength it was 
necessary to recruit 3,762. It will also be noted that when in the Fall 
of 1944 active field recruiting for civlllea enplpyees wes stopped, and 
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SPSlS*lA (19 F«br«*r7 1945) 

the motlvltles of these reeruitiog officers were turned towards reorolt- 
log WAC'Sf that lainedlately the separations froa Signal Security Igenoy 
exceeded the aoquisltlons* 

e 

e. The problea is equally one of seouring recruits and re- 
ducing aepf rations 4 and because of the loss to Signal Security Agency of 
the expense of reeruiting^ transportation and training of an eapleyee, 
the separation problea is far acre iaportant than recruiting. This will 
be discussed in detail tmder Paragraph 8 a throa^ 8 p, and is inelxtdad 
here only that in considering reerultaent this be continually borne in 
mind. 



f . Further, it aust be recognised that from a security 
standpoint the continuance of the present rate of seperatlon presents a 
dangar of utnost aagnltxula, both from the standpoint that the separa- 
tiona are so largely in the class of the lower grades occupied generally 
by pereonnel of little experience, and secondly, when time et Signal 
Security Agency has been so llsdted that the serlousneaa of the secrecy 
TiolatloBs cannot be as ooaplately impressed as upon personnel of longer 
experience here, 

g. As of 20 January 1945 there were 4,721 total clTlllan 
personnel at Signal Security Agency, The goal as set by the Commanding 
Officer in his directive Is 5,853, or a total gain of 1,132, by 30 Septem- 
ber 1945, which If previous experience as to separations is continued, 
will require the recruitment of approKlmately 3,000 new recruits. Per- 
sonnel Branch states that this goal can be acofsipllahed by 30 September 
1945, and recognises ihe fact that this will require seouring 350 re- 
cruits a month, providing again the present rates of separation continue. 
To achieve this quota, the officers in the field have been increased to 
26, as will be noted in Paragraph 4 *, ond steps have been taken to aug- 
ment the effectiveness of the piblleity program which the Recruitment 
Section has secured through the cooperation of various industries. 

h. As will be noted on Inelosure 2, to secure 263 «aploy- 
ees in the field, it was necessary to interview 2,369, or in other words, 
approximately 9jS of the prospects interviewed are employed. The diffi- 
culties are detailed in the letter frat one of the field representatives, 
Inelosure 4, attached. This difficulty is further .increased as the w- 
ployees who are dissatisfied with ^eir emplejment at Arlington Hall 
return to the districts from which they are reerulted and giva a pesai- 
mlstie report as to amployment at Arlingtem Hall to thair friends. 

4, Field reoruitsMint is carried out in the following mannert 

a. By the end of January the Recruitment and Placement 
Section plans to have 26 officers in the field engaging in active rm- 
crultment. These officers lAo have been enq>lcyed are all lieutenanta, 
specially selected for their previous experieaee as elvlliana which 
wcmld assist then In their work. 
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b. Th« procedure used Is that thass officars work la 
areas assigned to Arllngtcn Hall hj the War lianposar CoBolssion, their 
activities being Intiraately related to and assisted by the War Ifenpover 
Cosnlsslooiy the United States Eaployaent Servloe, and the Civil Servlee 
ComadSBion* The War S^npcver Comnission not only assigns a general area 
in sdiieh t^se officers may work, bnt in addition^ assigns the terri- 
tories within these areas, which the officers may cover, 

c. Each month the War ?^anpower Comaission publishes a 
mimeographed sheet analysing current labor conditions, indicating tha 
areas ehsre recruiting should secure the best results. It rests largely 
with the officer concerned to obtain frca the War Ii^anpower Comaission 
(in his area) permission to contact the most desirable districts within 
the area, Sosetlnes the War Manpower Cownlsslcm goes even further and 
insists that the officers dedicate their woxk to specific localities, 

d. The officer makes his desk generally in the office of 
the United States i^loyment Service, He contacts schools and other 
likely institutions for his prospects, and in addition, the reeepti^st 
at the United States Employment Service directs to the officer such appli- 
cants as she may deem suitable, A fuztrher activity of the officer is 
publicity which he must secure gratis, no funds being alloired for this 
purpose. Be obtains this through personal contact with newspapers, local 
radio stations, etc., and Signal Security Agency field officers havt been 
remarkably successful in securing write-ups in newspapers, plugs on radio 
stations, etc. 



e. The number of prospects and the interviews with pros- 
pects depend naturally upon the locality end the conditions within that 
locality, but in the records examined, approxlnately ten applicants are 
interviewed daily. The officer mails a list of all the epplioants inter- 
viewed dally to Arlington Hall, indicating the status of the prospect's 
interest and whether he wants a prospect contacted by oorrespondence, 
Monthly* officers tvm the Recruitment and Placement Section contact the 
field officers personally, and assist thwt in their wozk* 

f. A main deficiency noted in the recruitment program is 
that of 8 leek of adequate sales literature, both for field use and for 
an insert in a follow-up letter. At the present time, an advertising 
expert, under the auper^slon of the Personnel Branch, is preparing sug- 
gested literature to overcome this deficiency, 

g. Arrangements have been made by the Recruitment and 
Placement Section for a national radio hoefc»up, which should assist the 
officers in their work. This radio publicity was obtained from the 
Hnmnmrt Company, which is an agency that buys time on the radio and sells 
it to various companies. 
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h* Tranaportatlon Diffleulty i An additional difficulty 
vhioh causes dalay is the fact that now, before an officer can move to 
another locality within hie area^, he nuet contact Arlington Hall either 
by telephone or telegraph in order to obtain a special order nuaber, so 
that he can get his transportation order. This situation so«etlmes results 
in the officer falling to arrive in the locality In advance of other agents. 

I. The officers maintain meaoranduBi books with the nasea 
and addresses of all their prospects » and endeavor to follow these up as 
they tour their area, taming as many pandlng applicants into actually 
employed as possible. 

J, Factoel Statenents i The arguments used by the officers 
to obtain recruits arei 

(1) The patriotic duty of enlisting in war work. 

(2) The advantage of living In the Nation's Capital. 

(3) Guaranty of housing upon arrival* 

(4) Salary, 

(5) Payment of transportation, 

(6) The promise of employment after VE-4)ay, 

The officers, in mentioning salary, mention only the gross salary to be 
paid, end do not give the prospect the net flgnre, which is much lower, 
and as will be neted In Paragrmjh 6 a through ^ P* believed to be a major 
cause for separation, 

k, (j^^fl,a ations of Personnel Recruit<|d » 80S6 of the 
people recruited are In the Cryptographic Clerk Series. The grade given 
a person with the qualifleationa of a hl{h sehool education and one or 
more years of office ecKperience is CAF»2. If the person has one or more 
years of office experience in a reputable firm, his rating would be a 
CAF*3. Sometimes a CAF-4 rating la given, but only in cases where a per* 
s<m has had particular experienee in a eertalm line of work, when this 
esperience can be definitely applied to a position opening in Signal 
Security Agency. If the person being recruited does not believe that 
the rating offered him la as high as he wants, the recruiting officer 
does not bargain with him. Incloaure $ la a Cheek Sheet to be filled 

In by each prospective reoroit. As far aa eompetitlon with other agencies 
Is concerned, most govemental agencies offer the sane grades to the per- 
sonnel being recruited, as Signal Security Agency. 

l. Signal Saourlty Agenoy Is allowed to recruit people 
\inder the Schedule A Series only - Cryptographic Clerks, Cryptanalytlc 
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Aides y and Research Analysts, Any other type of work is supposedly re- 
cruited through direct Civil Service appointments. However, in order to 
utilise the recruits who have secretarial, stenographic and typing expe- 
rience, instead of re^iue sting personnel though Civil Service, Personnel 
Branch puts in a renuest for possibly 100 stenographers, and as a general 
rule. Civil Service is only able to supply 10 people. Then Personnel 
Branch is allowed to fill the Jobs available with people on the post who 
have had the experience necessary, 

B, Availability of Personnel Kecrulted t Each person re- 
cruited must have a release from the concern for which he is working, 
a Stetem-nt of Availability from the War Maz^ower Commission, an Out- 
Migrant Clearance from the town he is living in, and an In-!£Lgrant 
Clearance to admit him into the Washington area, 

n, A quota has been set for each of the 26 officers of 20 
recruits a month. Any objective analysis of this method of recruiting 
would determine thati 

(1) With the 26 officers in the field rnd the publicity 
program, it is highly probable that the goal of 
5»853 by 30 September will be achieved, 

(2) That the field recruiting method is effective, 
well-managed and well-exeeuted, 

o. As will be noted In Paragraph 8 a through 8 p, if the 
separstlons could be reduced S0^> and assuming that the figuro given hy 
Recruitment and Placoment Section that 75 to lOO recruits voluntarily 
ask for employment at Signal Security Agency monthly, there would be no 
need for this very expensive recruiting prognin, 

5, The following is a brief description of the locel recruit- 
ment program. 



a. Local recruitment is carried on by the section having 
to do with this activity, the same War Department agencies being used 
in general as with the field recruitment. 

6, Reemitment by oorrespondonee is carried on in the following 

manner) 



a. The correspondence recruitment is carried on by circu- 
larising educational Institutions and foUo»-ap of prospects obtained 
either by the field or from any other sonroe, 

b. Analyeis of Llteratur^n The correspondence has been 
examined, is well written, makes no attempt to force a *>sale<* and is ex- 
tensive. The sales literature Is deficient both in context and In appear- 
ance and actually makes a misstatement of fact as to pronotlcm. 
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7» Th« feUoving ooaoluiiont an offarad in oomiaetioii aith 
tha neroitaant progMa at Signal Securitj Aganajr. 

a« Ragaxdlasa of tha effloianogr of tha fiald reorultiag 
axaentlon^ tha entire procedure ia basioaUy u& 80 oal« aa tha crux of tha 
antlra natter ie tha eolutloft o£ the problaa of aaparatlona* 



b« Aa ia detailed under Paragraph S b, d| tha CAF<*3 
and GAF-3 eatagorlaa recruited in the field npreaent appraxlmately 45]( 
of all paraonnal racrultadi find it ia in thaaa eatagorlaa that aepaxa* 
tiena a^at at a rata four tinea that of all othera coahlnod, 189( af 
all GAI^*2 paraonnal aap4«^ at Signal Saeuritj Aganejr reaigi^ in 
Daaanbfr, A oonplata 'fnalyaia of tha coat of Incraaaisg CAF«2 and OAY-3 
gradaa to CAF«3 and CAP«4 gradae ia included In Ineloeura 6« 



e« Hence, you have the fantaatlo aibuation ahara our af- 
f orta are eoncantratad to bring to Signal Security Agency at a coat 
apprcxiantaly $500,00 a paraon (direct erpenr^c only), parsonnel, 20% 



of idioRi ere reaigning par aMith. Tha 

ft^,S99$8lt,3fcl/2tJ&g-&gL&C-8= 
field. Sea Xneloanraa 7 and S« 

s 



tewmal Branch _would_anaat i 
Al_aapl<»aaa obtained trm tha 



d, Purthar, tha prbblen baeonna ineraasingly difficult 
aa the ahortaga of aTallabla prospeeta inoreaaaa, and knoaladga bacoma 
sore irldaapread by diaaatialiad employaaa returning to recruiting araaa* 



a« Tha altuation la eosparabla to a aanufacturar vith a 
prodnat uhieh ia tmaalaabla in one aaetion of tha eountxy, refusing to 
corraat hla prodnat, but inataad maintaining his production by inaraasad 
aalaa effort In an unaxploltad area. Sooner or later all areas nlll be 
ashauatad, hie faatoiT' uUl close, and It ia not iaprobabli the aasa will 
oeour at Signal Security Agency unlaaa a solution ia found for tha 
problem of eeparatiea. 

S. Aa stated before, separationa of ciwilian employaea at tha 
Signal Security Agen^ has praaentod a major problaa. 



a. In 1943» Incloaura 3, tfaara were 1,662 sapaxationa, 
in 1944 - 2,403. The Paraonnal Branch itself antlelpatas a losa of ona- 
thiri of all the raamita obtained from their field recruitment progras 
wlthla alx montha of their anplograent. 



b. An analyaia <^f the reaaona given by those resigning ahovs 
tha following major eauaas. However, it must be borne in that 
a valid reason for resigning is given, tha esplayae will not raeaiva a 
atataaent of avallabili^, ao aonaequently, ganaral diaaatlafaotion ia 
rarely given aa a reason, and it ia prehably disaatisfeotion aoeounts 
far at least 60% of all tha raslffuitioDa, 
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Apprcnc. 








Aearaga 


DeeaBd>ar 


Hovaabar 




6 Bontha 


1944 


1944 


Fanlly Ulnaaa or Obligation 


2596 


23.69K 


24.09C 


Return to aehool 


1^ 


13,0% 


9,31% 


Faraonal ILlnoaa 


1758 


n,9% 


21,3% 


To ba with fifuaband 


n% 


10,1$ 


17,3% 


To ba Ifetrriad 




9Ji$ 


8,0% 


Accept other FaQiloyaant 


A$ 


5,1$ 


3.39K 


Qanarelly PlaaatlaHad 


5$ 


5,0% 


1.3Jt 


laaoh Sohool 


3% 


1.1% 


1.391 


All Othara 


15% 


21.3JC 


U.2% 


' 


100% 


UOO% 


ibo.oj^' 



a. £i the oatagoa^ *All Othaaraf" the foUoalng ladieata 
the major reasoaai 







Bfgafrtg 


Enter UUitexy Sarrloa 


2.1% 


1,1$ 


Faraonal Reasona 


U,l% 


2,2% 


thtarnlty 


4.0JS 


2,8% 


Care for Children 


.75t 


1.1% 


Tranaportatlon Dlffloultiaa 


,1% 


1,1$ 



d. For Noreaber "dlaBotlafied with aalary* aecountad for 
ona roslgnetlonf and In Daeonber for 2.2^^ tbla obvioualy a niaatataMat* 



a. An axamlBatlon of aaparatlona in loogth of sarvloa 
nhloh may be aeaaptad aa an appropriate avaragay abova aa folloirai 

Bareentaga of Total 3aparationa 





Sgy«!?ig 


Deoembar 


At Signal Secttirity Agency 6 nontije cr laaa 


55,3% 


28;^ 


No promotion raealTad 


58% 


63% 


One promotion reoaleed 


26% 


24je 


Tno or nore pronotiona reeelTed 


10% 


13S6 



ParcentpgM! of Saparationa by Srada CAF*2. t. A 
Foaonbar Deeanber 

GAF-2 17.3^ 2U 

CAF-3, 4 47.39K ^ 

"Spar 74SS ' 



1 - 7 - 






“ I * 



Total 
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f . k» of Doeonber 1944» 47^ of all eiviliant at Signal 

Secmtity Agoney ware in the grades 4* Renee In the gradea 

higher than thie eategory, eonprising 53% of the total pers<mnel« only 

26% of the separatlona were representea» whereas In the grades CAF«2, 3, 4, 
representing 47% of eiwlllan personnel, 74% were represented. 

g. The highest single oategory is the one in whioh those 
reeeiwing no promotions are represented t 63% of all resignations for 
December and 5^% for Vorehber. 

h. Tiewing the situaticsi realistieally, what takes plaee 
is the followingt 

(1) The field representative details the situation 

in nearly all oases very truthfully, but this oan» 
not prevent the prospect from herself glanorising 
the opportunity of being in Washington and taking 
part in the war effort. Further, she reads tba 
brochure which states, "Promotions will depend 
upon your diligence and ability to adapt yourself 
to this work.* 

(2) She arrives in Washington, enthused, and starts 
training. When allooeted a job she discovers that 
although she is elasslfied aooording to her grade, 
in many instances those engaged in enotXy similar 
work have a much higher rating* 

(3) Assuming she applies herself with diligence and is 
very able, naturally she will expect a prcmiotion, 
but ia told that she oaimot be promoted because 
her job description^ personal qualifleations, or 
tins ia grade does not permit it. Raturally, she 
if dissatisfied* 

(4) The glamor of Washingtco has by now worn off, so 
she resigns. 

1. The Chief, Pereonnol Branch, advises that negotiations 
have been carried on with Civil Serviee Camnlsslon to effect a reduc- 
tion in qualification standards required for various positions. A lower 
set of standards is expected to be received in the near future* 

j. An analysis of the reslgaatione for December 1944 hy 
grades Is as follcmer 
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Qrada 




Resigned 


i 


CAF«2 

CAF-3) 


207 


37 


17.9 


CAF»4l 


1,993 


95 


4*3 


All Othera 


2.494 


46 


1.3 


Total 


4.699 


173 


3*3 



k. H«ae«f hy far tha greatar pareantaga of loaa la 1 a tha 
CAF-2 elaaslfleatloaa. That this la dua to flsanslal reasona la lodloatad 
by tha foUovlngt 

l. Although a CAF«2 raealvlog a baaa pay of $1(440 yaarly 
plua o^rtlMf or $146«00 atmthly, tha actual nat received after Izxroloa* 
tary deduotioos (ratiresant and income tax) is #119 .40 monthly. In a 
CAF>3 this is 1X32.60. 



B. Tha nonthly living coat in laahlngton for a single girl 
aithout dependants is an approxiaate BinlBO B average of $120.00 month^( 
with no cUoeaBoa ehataver for dantiat( doatar( problem of nav elothea. 



vaoaticm acney. This is as foUovat 

Rent 

Food 

Boa 

Heoeseitiea 

Cleaning 

Repair of clothes 

Aanaraeat 

msoellaneoua 

Total 



$24*50 (These figures obtained 

50.00 from personal check 

5*20 with employees and con- 

12.00 firmed by informal 

5*00 check with executive, 

7.50 War Manpower Commission.) 

5,00 

10*00 

$n972T 



n. Tha average ea^pense of a girl aBplogred at Signal Security 
Agency is probably clMcr to $130.00 with tha result that a CAF-2 cannot 
possibly exist on her salary and a CAF-3 exists with rigid eeonotay* 



o* Tha only aalutlon is for the QAF*2 to live at bona with 
her parents, and if she is recruited froa a dlaiant locality, it is a 
positive oonolttsion that she sill be forced to resign to sedc some other 
Bore remunerative a^plcyBent or return ho«a* 



p. lot, an analysis of the field reoruitaents for the period 
9 Ootober 1944 to 20 Jannary 1945 ravealst 
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Fl«ld lUerultami 105 117 

LmU. 17 17 

¥oUl AU QnAmu 449 

505 0 f «H r«orult«3 msr* CUf-2, Cif«3 p*«rult«d frm th« fl«ld» 

9« Tb« emM»l««lon»y r*«ttltiiif trm th» far^tciag 

«x«t 



«. Th«t th« ««tiuLL Nnj«r mom f«r ••panilon it flttatltl 
«r ftatnl dleMiltfAeiiot, Itrsely InflsuHWtd tqr fiaanett or fitilicrt ia 
bt proMttd, 



h. That iht arltieal parted idtaa graataat loaaat art to ba 
axpactad la idkaa tba aaplc^aa hat baaa at Sigaal Saaority- Ag&atj alx 
sontha or lata. 



a. That the aolutloa at iha fiaaaaial and laromtioB aitua* 
tlen for tha loaar gradaa * Cir-2, 3« 4 ia tha mjar pr^laa. 

loU i 7or a aoaplata pletnra at thta problaa aa ralatad 
to ClaaalfiaatlaB aitl Wafa Idatniatratian Saatlan^ aaa laalomra 9. 

10. SlaeaaaiQii of tha aoneltiaiona fra« tha attidy aada bgr Coatral 
Offica reattltad la tha aooaaaaarraBoa of Chlaf, Faraaanal Branchy aaa 
Ineloavira 10, 

n. missLssmsm^ 

1, That no CAf»2 paaitlen ba eoatinaad at tha Signal Saaarl^ 
Agaaejr, bat that CiJ'<<*2't ha raeroltad aa traiaaaa far CA7-3 joba, 

2t That all proapaata ba ahoaa tha aat aalarjr atd tha groat 
aalax 7 tha/ till sraealra la tba grada allaaatad to thorn, 

5. That a txao piatora of tba llTiag aaata la Waahlngten ba 
giraa to all praapaatlTt aaplayaat, 

4, That all praaant ClT-3 poaitlaaa ba ravlaaad with a rUfo 
to raelasalfying thaai aa C4F«4« 
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5. Aftt ft dttpllftfttft of ohftftk Uftt bft fUXmA by ro«nil%. 
3ftft iBftlOftBTft 5* 



Sftrlt r. Me 

CftlftBftl, tlfMd Ooorpft 



XO IftftXft. 

InoX X - t/O, Iteoiuiteonb aad Flft cf < «t SMtlo* 

Xnel H RftftrttitMMKi AMXytd« 

laeX 5 IfterttilMwl ftad SofftMtiewi R«p«art 

XiieX 4 • Iftendlwnti lopoart 

IneX 5 Ch«^ Rbftftt 

IttoX 6 * Chftrt *C«ii IwrXy laoroftftlag 0Ar*2| 3 On* Onuto* 

ImX 7 « Cbftxt * "BftftxtdbMmt Coob* 

laeX 8 * Chart « vCftB^parlftoa latrwMM ?«. Japaratiouft^ 

XaoX 9 OXftftolfiftfttiftft ftad Wag* A4ainlfttrati«a 
iBttl llK ioaftoaoarroaaa of Fara«aBftX 






CONFIDENTLY 




RE-F-^5B^=^9l??-0-8a3 



■gg i ia„iAgffc,gr.,.9R^is&2;^s« 






AtithariLzad AetmJL 

Sajor 1 0 

Ceptala 3 0 

X«t Lleatenaiit 7 5 

2nd tivutenant $ 26 



Torlwl authorlsa* 14 

tlon tram ColoneX 
Cozdarwui. 

(No apeelAc rank 
dosignatod.) 



TotaX 31 3X 

ClvlXlan ParwpnaX 

CAF-7 X 

C4F-5 2 

CA7-4 7 

CAT-3 9 

TotaX 24* X9 



* Exact ^da aXXooatlooa arc not desigaatady as thaaa ehanga according 
to raelassifieatioB of poslticna* 

Detailed examination as to civilian personnel requirements has not as 
yet been made, but will be made in the detailed study of each section. 
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An «nAl]r«i 0 of tiie difficulty of sMuring rcerultc it shown hy 
thc foUowizigt (Period 9 October 1944 to 20 January 1945) 

Refuaad or 





Rejected 


Osteal 


Pending 


Held 2,369 

(100%) 


1,860 


268 

(8.8%) 


2a 


Local 333 

(100%) 


161 


164 

(49%) 


8 


Corregpondanoa 1>450 

(100% 


805 


71 

(5%) 


574 


Total Ennloved in Period 


503 


100% 




Field 


268 


53% 




Local 


164 


33% 




Correspondence 


71 


14% 





— confidemTi^ 
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mSCRITITMEHT AND SEPmTIOHS REPCRT 



MOiTB 




RECRUITED 


SEPARATED 


1943 


jBxnmxj 


935 


684 


65 


February 


1,554 


660 


62 


Mareh 


2,152 


5a 


154 


April 


2,539 


348 


92 


ii»y 


2,795 


362 


157 


Jua 


3,000 


602 


155 


July 


3,447 


347 


192 


August 


3,602 


203 


215 


Septsabsr 


3,595 


105 


198 


October 


3,502 


91 


132 


Koveaber 


3,461 


70 


122 


Deeeaber 


3,409 


49 


118 


Total 




4,067 


1,662 


19U 


January 


3,340 


86 


140 


February 


3,286 


272 


92 


UBreh 


3,466 


706 


136 


April 


4*036 


630 


133 


May 


4,533 


435 


235 


June 


4,733 


656 


234 


July 


5,155 


325 


272 


August 


5,208 


173 


285 


September 


5,096 


152 


291 


October 


4,957 


104 


209 


XoTeatber 


4,852 


115 


171 


Deeember 


4,796 


108 


205 


Total 




3,762 


2,403 
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m xspjgg 



1,554 

2,152 

2,539 

2,795 

3,000 

3,447 

3,602 

3,595 

3,502 

3,461 

3,409 

3,340 



3,286 

3,466 

4,036 

4,533 

4,733 

5,155 

5,203 

5,096 

4,957 

4,852 

4,796 

4,699 
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RECRUITBBRT REPCRT 



The following report relating to dlffloultiee encountered on the 
recruiting program has been divided into two partst Special and General, 

The Information listed under Special Considerations refers to dlffl- 
cultles encountered for the first time, or to difficulties which have 
greatly increased in Importance over the last program. 

General Considerations refer to difficulties which have always ex- 
isted, but which for some reason or other have been greatly aggravated. 

I, SPRCIAi. CONSIDERi'iTIONS 

1. Reduced labor market, 

a. All recruiters have had fewer referrals than at any 
time during the last program irrespective of priority ratings. 

b, l}very area has been thoroughly combed by both private 
and government recruiting representatives. 

2. Complacency of public— This feeling has been steadily mount- 
ing throughout the recruiting period. 

3. ' Increased selectivity, 

a. Age requirements 13 to 35 instead of 17^ to 50. 

b. Check list. 

c. No SP-5 ratings unless one year post-graduate work, 

d« Fewer high-salaried jobs (No CAF-4), 

e. Larger number of rejects due to maturity of Judgment on 
part of recruiters, 

4. Seasonal hiring. 

a. Holiday season. 

b. Mid-term season for both schools and colleges. 

c. Election period, 

5. Travel restrictions— New SO numbers necessary for each change 

of TD. 
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II. aEN^L CQKSIDB31ATI0NS 

1, Competlti<m, 

a. Desire of U,S.£.S, to protect local Industries* 

b. Permanently based recruiters for out-of»to«n establish** 

ments, 

c. Priorities (preference given to in-state industries also). 
d« Wage and salary scales* 

e. Post-var possibilities* 

2, Publicity* 

a. Adverse Washington publicity* 

(1) Sex crimes* 

(2) Housing* 

(3) Weather* 

(4) living coats* 

b. Restrictions on Arlington Hall infornation. 
e. Vewsprint shortage* 

d. No photographs pesnaitted in paper (due to security regu- 
lations) , 

e. Not a new pr^raa— publicity more difficult to obtain, 

3* Kestrietions by Gove^'ninent Agencies, 

a* War Manpower Coioinission and Civil Service both require 
news and radio publicity clearance in each city. 

b. Public dislike of U.S.E.5. procedure* 

(1) Insistence of Statement of Availability before 
any information can be given. 

(2) Referrale to local employera regardless of priority, 

c# 0*W*X* 

(1) lima required by O.W.I, to clear and distribute 
radio releases, 

(2} Refusal of radio to accept releases without its 
inclusion in 0.1f,I, mont^y packet* 




REF- 






m. RECOIB^ATIOKS t 

X. In ord«r to orireooe augr of th« forogotng dlffieiiltloB it 
is suggest^ that a liaison offios ba astablldiad. This offios vill 
combiaa two funetiona. The first fimotion should be the handling of 
I pablieity, the liaison officer to act as an adwaace publicity nan. The 
seooDd function of the liaison officer should be to act as a contact 
mn aaong all gorenaent agencies concerned for the purpose of promoting 
good will and expediting the recruiting progran* 

2. It is also suggested that the publicity progiraa be much more 
fully organised. This would Include sa illustrated brochure for use in 
the mailing eases. It would also Include a poster of reasonable sise to 
be used in personnel offices, colleges, high schools, etc. 
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Check List used by recruiting officers In field and signed by recruit. 

P ^ 3 3 



1. Do you understand that yours is a wai*-tiiae Civil Service appointment and that 
your Job is to last for tne duration of tne war and not to exceed six months 
thereafter? 

Yes No 



2. Arlington Hall operates twenty-four hours per day, divided into 3 eight-hour 
shifts. Are you willing to do shift work on a rotation basis? 

Yes No 



3. Do you realize that the climate in Arlington is harmful to those suffering from 
sinus, asthma, hay fever, etc.? 



Yes_ No 



4. It is required that new applicants have adequate funds upon their arrival in 
Vfashington. A minimum of ip60 should be available to meet e:q3enses until 
receipt of first salary check. _(Sn you meet these requirements? 

Yes No 



5. Have you a brother, husband, or son who is a prisoner of war? 

Yes No 

6. Is your husband in the service? 

Yes No 



If the answer to the above is 'Yes", please give his present address: 

Name 

APO Address 

GE3JERAL - Pj.ease read carefully and fill in blanks: 

a. Leave is earned at the rate of 26 days per year. However, current ^iar 

Department ,.olicy discourages the taking of more than I 4 days per year; 
the employee will be paid for the remaining accrued leave at full salary 
rates. Sick leave is granted at the rate of 15 days per year. ✓ 

b. Housing will be arranged by Arlington Hall in government residence halls 
or private homes. The rates per month vary between ,p25 and b30 per month 
for a single room. 

c. liy eyes are in such condition that I am capable of doing close work for 
extended periods. 

d. Lay gross salary, including overtime, will be ^ ' per year, 

6. Do you understand that promotion at Arlington Hall is on a merit and position 
vacancy basis and that no representative of this agency can guarantee any such 
promotion except in the cases of IHLi Trainees? 



Ye s N o 

9 . Please indicate with a check mark in the appropriate square whether you were 
interviewed by a recruitirig officer or hired through correspondence: 



Interviewed Hired by 

Cor re s^;ondenc e 



10. I fully understand the foregoing items. 



by Recruiting 
Officer 



Si^ature of Applicant 



3IS--3C Form No. ICOI (Rov,.l) 
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# 

COST YEARLY INCREASING C-A-F-2-3 ONE GRADE 

GROSS SALARY C-A-F-2 ^1752.00 

GROSS SALARY C-A-F - 3 1971.00 

DIFFERENCE #2/9.00 

GROSS SALARY C'-A^F-d ^1971.00 

GROSS SALARY C-A-F-4 2190.00 

DIFFERENCE ^2/9.00 



NUMBER C-A-F-2-3 S.S.A. DEC 1944 

C-A-F-2 207 

C-A-F-3 1298 

C-A-F- TOTAL 1505 



YEARLY COST INCREASE ONE GRADE (1505) (fe 19.)= #329,595.00 
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RECRUITMENT COST 



RECRUITMENT 

RECRUITING OFFICER SALARY ALLOWENCES 
7.00 PER DIEM (30 DAYS) 
TRANSPORTATION, TELEPHONE, TELEGRAMS 

TOTAL 



^252.00 (MO.) 
210.00 
I 00.00 

^562.00 



PLUS 20% RECRUITMENT COST - S.S.A. (DIRECT) 1 1 2 .00 
GRAND TOTAL FIELD RECRUITING OFFICER ^674.00 



TOTAL PER MONTH ^17,524.00 
TOTAL PER YEAR ^210,288.00 



ASSUME EACH OFFICER RECRUITS 12 RECRUITS MONTHLY 

RECRUITING COST (OFFICER) ^56.00 

TRANSPORTATION RECRUIT ONTO S.S.A. 25.00 
ONE MONTH SALARY , TRAINING 170.00 

TOTAL ^251.00 

IF SEPARATED - SAME COST REPLACEMENT ^251 . 00 

COST EACH SEPARATION ^502.00 

DOES NOT INCLUDE INDIRECT COSTS 

(A) F.B.I. INVESTIGATION 

(B) COST TRAINING 

(C) COST PRELIMINARY INSTRUCTION 



APPROXIMATE COST ISAa SEPARATIONS ^1,206,306.00 




REG— 



COMPARISON 



Increase vs. Separations 



DIRECT YEARLY COST- SEPARA TIONS * 1,206,306. 00 



DIRECT YEARLY COST- INCREASE 329.595.0-0 



S) 

\f PROGRAM RESULTS IN REDUCING 

« 

SEPARATIONS 27%* SAVING EQUALS GRADE 
INCREASE. 



P 









CIASSIPICATIOS AMD WAGE ADMISI3TRAT10H SBCtlOK 
(As x^lated to Prcnotlona) 



1, In order to eeooaplieh the deelred objective of promoting ell 
deaerrlng CA?»2's and GAF*3*a within aix aonths or lesa without fanda* 
aentallj changing the work they are doing, there are two eaeentlala to 
be solved) 

a. Job elaaeification. 

b. Personal qualifieationa. 

2, In the present situation, teohnlcally, no Inctunbent of a poai* 
tion la promoted over the grade to which the position ia alloeated. Or 
in other words, if a CAF-3 clerk occupies a position cXaasifled as CAF-3r 
and it was desired to promote him, he would have to be moved to a job 
which called for a CA7>4« However, within the framework of the Civil 
Service Act 'ttiia nay be solved by reallocating all the CAT*2 jobs to 
CAF-3*a, and the CAF*3*s to CAF-4*h« exanple, a CAF*2 would be 
started in a job calling for a GAF-3. At the end of six nonths or leas 
the knowledge she has gained with the experience obtained at Signal 
Security Agency would qualifF her for en autoamtle Increase to the rating 
the job had been given. 

3* Thie, admittedly, will call for a liberal interpretation of the 
nalasslgniient in grade which is not supposed to be over 120 days, but 
this again depends upon the situation, 

4. The Signal Security Agency can easily show reasons for the in- 
crease in ratings bsing necessary, and as it is a field service Inatella- 
tltm as regards civilian pars(winel administration, the realloeatioa of 
these jobs can be done locally, without approval from any other source, 
subject, however, to a possible review by an audit at eone later date, 
from any of the four aganoles following) 

a. Office of the Chief Signal Officer 

b. Headquarters, Amy Service Forees 

c. Office of the Secretary of War 

d. Civil Service Cc«aission 

5. As a practical isatter the audits that have been made by the 
above agencies are as follows) 

a. An audit made by O^ee of the Chief Signal Officer in 
January 19M> which resulted in the report that the present elassifloe- 
tlons were satisfactory. 
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b, A |Mropoa«d audit by tha Offiea of tba Sacratary of Iter 
whleb «aa Inltiatad i& Daeaabar 1944> but vas dbjaotad to ty G»2 for 
raaaeoa of saeurity, and dropped* 

6* It la balioTad by offioara eonyaraant with the situation that 
the poaaibillty of any further audit of Signal Saeurlty Agency la ra- 
sota* However, aaatae that at S(»a later date an audit ware «ade, and 
that the 3Ksult of the audit ahowad that in the opinion of the aganoy 
iwklng the audit, the allocatlona were too it ia certain that 

it eoold be shoaa eaaily to this agency that the allocatlcais of these 
joba to the higher grade# was effectuated throu^ the exereiaa of good 
Judgaant on the part of Signal Security Aganoy, not only to aava tte 
govamaent an appalling uanaeaaaary expanse, la tacruitaani, training 
and transportatico, but in addition, to taka an asaential atep in aafa* 
guarding aeeurlty, 

7* Under the question of the alialnation of the time in grade re« 
quiraaents, reducing these to six aontha inatead of tha prevloua longer 
periods^ this has already been Sccoapllahed by the letter of tha United 
States Civil Service Coo^ssicm, 25 January 1945* which reducea tha re* 
quireaents for all grades CAF*3 to 0Af*7 and SP*4 to SP-S to six aoaths, 
and two aonths for a CAF*2 to CAI'*3* 

8. Hence, to solve tha situation, tha first and essential step re- 
quired is to immediataly reallocate all CAP-2 jobs as CAF-3*s, and all 
CAP-3 jobs as CAF-4*s. A further stiidy ia being aade on the higher 
grades, and will be reported on in tha laaediata futara* 

9, Coincident iirith thia reallocation, steps aust be taken to 
evaluate the effectivaness of the methods used by the Unit Persoanel 
Officer in controlUag proaotione and bulXAing aorale. It is believed 
much more can be dona than at present as regards tha latter, but tha af- 
faetiva building of morale is depaadant m first placing job alloeatlona 
and pronotions on a workable basia. 





!• Bdfer«nee la oada to throe reoommendationa of tho Cootrol Offloo 
aa a reault of thalr stodjr of tha PoraMmal Braaoh. Theae reooamoaiatlcaui 
will ba 4iaottaaad in tha following paragrapha. 

2. Tha firat and noat far reaching roeowandation of tha Gontrol 
Of flea ia that all CAf«2 poaltiona ba up-gradad» and arrangananta nada 
for racrultaant of CAF*2*a only aa trainaea^ and that preaant Gir-3 poai- 
tloaa ba reriewad with a eonaldsratioii for their raelaaaificatifla to 
CAF*4 poaltiona, 

a. The baaia of their reconraandatlon ia auanariaed aa foUowai 

(1) The Inoreaaa of pay for loner graded «ii9loyaea will 
aubatantially reduoa the aeparaticm rata of eivUiaa 
enplograeB. 

(2) Reduead aeparation ratea woold reault in aaviaga ia 
raoroltmant e3q>enaaa to aora than off-aat tha total 
eoat of paying tha low grade anplcyaea higher wagaa. 

( 3 ) Tha reduced aaparatlona rata would prowlda for inereasad 
aacurity of oparationa, 

b, Tha Feraonnel Branch doaa not eoneur in thia raooNaendatlon 
for tha following raaaanat 

(1) Thia recoBoandatiao ia oratrary to tha Claaalfloaticm 
let of 1923» as aeandad,^ 

(2) The prinaipla that an anaplcgraa amat change hia dutlaa 
or raapoaaibllitiaa before ha racalvaa a aubstajatial 
iaaswaaa in aalary la aooad aanagenent. Thia prlnolpla 
ia folXonad in prlwata Indoatry aa well aa ia tha gow- 
araaant aarwica. 

(3) Tha diffic\ilt problaa of wlntainlng an adequate in* 
tamal relationship batwean Tarioua Jobs in the Agency 
baeoaaa alaoat iapoaaibla whan the atandarda which tha 
ClaBslfleatlon Analyata nan follow are discarded^ aa 
raeoamandad by the Control Oiffiea, 

(a) Job daaeriptloDa aa prepared by indivldnal aa* 
ploywaa or their aupwrrlaora would ba tha only 
basis of deter minin g allocations of positional 
Inaaauch as deeaifieat&oa Analysts oculd not be 
raqulred to perfora deak andits of poaiticna and 
ahnt their eyes to the actual duties parferaad. 





R^, 



(b) this rallanb« on written ^ob deeerlptloni would 
require the Aseney to revert to the cheotle 
elewslfleation oonditlbuB'^ that axiwted approx- 
laately fourteen aoutba ago. At that time the 
ability of the eaploywe or hia Inmedlate anper- 
vlsor to compoee elaborate Job descriptions was 
rewarded by hl^er classlfloatlon, 

(e) the administration procedure believed necessary 
for the adoption of the recoomendatlon of the 
Control Office would result in further decentrali- 
sation of personnel authority. Inasmuch as Clasal- 
fioatlon Analyats would be expeoted to overlodc, 
at least in many oases, the actual duties performad, 
the statwsants of supervisors would have to be ac- 
cepted completely. Conselentioua supervisors who 
might at first be reluctant to certify that an em- 
ployee was performing the duties of a Job descrip- 
tion which greatly expended the actual duties, 
would be more willingHo make such certiflcatioAs 
when they knew that other supexrvieors were making 
similar statements. 

(4} The resignation rate among employees who are presently 
occupying higher graded positions ml^t well be increased 
as a reaction to this preferential treatment of lower 
aalaried ea^loyee^. 

<5-^ I 

(5) Tha examptlon of this Agancy from aazvagrm by higher 
authority should not be regarded as license for In- 
diserimiMte use of the authority granted. The broad 
sweeping changes reoommanded are such tlmt they would 
become common knowledge and might well in themselves 
ancourage investigatory action. 

(6) The separations of this Aganey cannot ba regarded as pri- 
marily arising from the employees' dissatisfaction with 
their salaries. 

(a) There are known to be many lAio are presently self- 
sufficient in Washingtom who are receiving only 
the wages of a CAF-2. 

(b) for tha calendar year X944> the percentage of 
aepairatlons of this Agwernty as coBQmured to the total 
of Any Service Farces eaa not alarming. The 
salaries of at least half of the Army Service Forces 
ewqplcyees were determined by local prevailing wage 
rates, and not by the Claaalfleation Act of 1923, 

as amended. In spite of this, our separations rote 
was considerably lowar than that of ibemy Service 
Forces,^ 
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(e) It if vj beX^ff tlut thf high turnover rate of 
all o^plpyara at :^ia tlaia arises primariljr froa 
the oar«tlme situation which has forced into en* 
plojaent aore jottthful feaalo workers « uprotted 
the hreadwinners of faadLUes and charged faailjr 
livesj and irixich has aad# workers generallj aore 
aobile and 111 at ease than in peace tlaes. 

There is no reason to belioTe that compensation 
will substantially affect the labor tumorer, 

3. The adoption of the recommendation of the Control Office vast 
be regarded ee irreroeable aeticn^ and as such should be the subject of 
ceref^ deliberation. The following are listed as eonstructiye suggos- 
tionst 



a. Within the frasMwork of our present sTetem^ pronotions suet 
be effected as a result of placement. The Agencj is in dire need of a 
more effective placement policy between sections and branches. There 
are at present eighty-five persons idio are occupying positions which are 
allocated gradea lower than their clasaifloation, lAile there are eight 
hundred and thirteen pere«ui who are occupying poeitlons which a re allo- 
cated grades higher than their classification. The latter group are, of 
eourae, potentially eligible for promotion. It ie the elm of the Per- 
scnxiel Branch, through an adequate follow-up program with the Branch Per* 
sotanel Officers to determine that the more qualified persona are selected 
and appointed to fill these higher graded positiona. Through an adequate 
follow-up policy within each branch, it is eiqjeoted that persotts will be 
prevented trm becoming * stymied* in their various jobs. 

. b. Request special authority from the War Department to provide 
for the payment of Agency employees fvm special funds in order that the 
Agency nay deteraine the compensation to be paid to varioua graded posi- 
tions. It is known that the Office of Strategic Services, for a period 
of time, did have such an arrangement, and compensated their enployees 
at salaries different from that prescribed under the Classification Act 
of 1923, as amended. 

4. The Control Offlee has further recomnended that all prospeetive 
emplcyeee he shown the greee and net monthly salary they will receive 
before being reoruited in the field, and that a true picture of the living 
costs in Washington be mephaslzed at the place of recruitment. The Per- 
sonnel Branch concurs in these recoimendatlans. Each of the recruiting 
offloera will be Instrueted to discuss the monthly gross and net selezy 
with each empleyee at the tine of reeruitaeBt. Further efforts will be 
made to insure that each new recruit receivea mors ooaplete information 
as to living costs in Weshingt<n. 

^ The Brookhart Act of 1930 (46 Stat. 1003). authorised and directed 
the heads of departments to adjust the compensation of positions in the 
field servlee to correspond with the pay sealeo of the Classification Act, 
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«8 ftMziScd by thia aet« Sactlon 2 of th« Brookhart Aot, dlreotlng 8oeli 
adjustaeoti^ Is regardod as mandatory, and subaaquant daeiaiona of tha 
Cosqitrollar Qenaral hare had tha affect of raqulring tha Aganoy to apply 
tha prlnelplaa of elassifieatloo to thf fiald ac wall as to tha dapartsMmtal 
aorvlea. (14 Coap. Gan. 133^392; 15 Coap. Gen. 154*) 



^ Comparative statlatiea on the aonthly separations rata of Amy 
Sarvioa Forces and tha Signal Security Agency are shoaa baloai 



1244 


4^ 


£S4 


January 


3.1 


4.2 


February 


7,0 


2.8 


Msreh 


7.8 


3.9 


April 


7.9 


3.3 


May 


8.3 


5.2 


June 


8.2 


5.0 


July 


8.6 


5.3 


Aujaat 


10,5 


5.5 


September 


9.4 


5.7 


October 


8.1 


4.2 


Novenbar 


6.7 


3.5 


Beceabar 


6.2 


4.3 


•Monthly Average 3,1 


4*4 
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COimtOL AKALTSIS - PERSOTOBL BRABCH 
RECRUITMEffi AgP PUCEMEHT SECtlOH, SP3IS*M 

McfigpUtbiid 



1. That no CA7-2 position be continued at the Signal 
Security Agency, but that CAF»2*s be recruited as 
trainees for CA7-3 jobs. 

2. That all prospects be shown the net salary and the 
gross saluy they will receive in the grade allocated 
to thm, 

3* That a true picture of the living costs in Washington 
be given to all prospective esQ^oyees. 

4. That all present CAT-3 positions bo reviewed with a 
view to reclassifying then as CAF-4* 

5. That a duplicate copy of check list be retained by 
recruit. See Inclosure 5» 
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